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Abstract 

The sources and effects of stress have been conceptualized from several theoretical and empirical 

perspectives. This study explores the sources and impacts of job stress in managerial levels in two 

different countries, namely developing and developed countries. Furthermore, how to deal with and 

manage job stress for managers are also described. This study reviews the level and source of work 

stress that researched in academic journals, books, proceedings, reports, and website. After reviewing 

the literature extensively, it is concluded that managers in each of the two groups of countries experience 

workplace stress with different work stress sources. Meanwhile, the impact of job stress at the 

managerial level in the two groups of countries is almost identical. Job stress affects job satisfaction, 

mental and physical health, high intention to quit the job, and high absenteeism rates. The strategy to 

ensure employee health and well-being is to provide a stress-free work environment by creating 

supportive organizational systems, stress auditing, counselling, education and training, and work 

balance initiatives. It is hoped that the results of this study can be made a role model in managing stress 

in the work environment, especially at the managerial level, based on the source and impact of work 

stress so that it can be used as a basis for designing strategies and policies to deal with stress in the 

workplace. Finally, this study provides guidelines for further research on this topic. 
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INTRODUCTION 

Dynamic working conditions and the increasing complexity of the organization's 

business leaders to higher levels of work stress for employees (Jetha et al., 2017). Job stress 

has been identified as one of the most significant workplace problems in various countries 

(Islam et al., 2017). Workplace stress can be a real problem for the organization and its workers. 
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Therefore, the best way to prevent work stress is needed to form optimal work organization 

management. Several reasons are important in understanding the problem of work stress in an 

organization: (1) job stress has a significant relationship with employee work productivity; (2) 

job stress is influenced by external and internal factors of the organization so that its existence 

needs to be realized and understood; (3) understanding the sources of stress and its importance 

to ensure a sustainable effective organization; (4) leaders and employees have experienced 

stress even at a very low level; (5) increasing human activity and workload (Chiang et al., 

2010).  

High job demands and rapid workplace changes result in a higher role and role conflict 

among managers (O’Reilly & Tushman, 2011). Nearly 88% of managers experienced increased 

stress (De Vibe et al., 2013). Most managers experienced greater job pressure than what can 

be done (Murphy & Doherty, 2011). Shahzad et al. (2013) argue that managers who have 

reached senior level positions usually have a higher level of responsibility for performance, 

learning, development, growth, and other social support. In the workplace, senior managers 

must manage cognitive, emotional, and social so that the impact on increased work pressure 

(Jacobs et al., 2013). Meanwhile, middle managers are specialized in carrying out management 

functions full of collisions and conflicts that cause stress (Mohr & Wolfram, 2010).  

While carrying out their functions (planning, organizing, staffing, leading, and 

controlling), middle managers must face upward to the boss, downward to their employees, 

sideways to their coworkers, and outward to the wider community service users. Middle 

managers in living their role to do management functions in uneasy organizational climate. 

They will experience various collisions and conflicts that can cause stress for themselves. 

Differences in opinion in managing an organization can trigger stress at the manager level if 

related to their functions and roles. 

Several researchers have previously examined the antecedents of job stress among 

business managers (Malik, 2011; Steinisch et al., 2013). Managers believe that the source and 

level of work stress are caused by demographics, health, and work pressure (Lu et al., 2011; 

Mosadeghrad; 2013). However, most studies only focus on the reasons for job stress and its 

impact on managers work results in some different organizations and countries (Bhagat et al., 

2010). The sources and impacts of job stress for managers in different organizational 

environments are not necessarily the same. Moreover, each country's conditions are also 

different depending on each country's economic, technological, social, and cultural conditions. 

Therefore, different stress management methods are needed based on the level of work stress 

of each manager level. Managers in countries characterized by economic, technological, and 

social changes experience more mental health problems and job dissatisfaction than managers 

in developed countries (Shields et al., 2016). Research that examines the source and impact of 

stress and its management in two different countries has not been conducted. This study 

explores the sources and impacts of work stress in the organizational environment in two 

different countries: developing and developed countries in terms of how to manage work stress 

at the manager level to design strategies and policies in dealing with stress in the work 

environment. This study will review previous studies about the concept of job stress, types, 

causes, and consequences of work stress, sources, and impacts of job stress for managers in 

different organizational environments in two groups of countries, and management of work 

stress based on the source and impact of job stress.  
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This study result is expected to create a role model in managing stress in the work 

environment, especially at the managerial level, by considering the sources and impacts of 

work stress. This study is also expected to provide theoretical implications in understanding 

the problem of stress in the work environment and how to manage work stress as a basis for 

designing strategies and policies in managing and dealing with stress in the workplace. Finally, 

this study also provides guidelines for further research on this topic. 

METHODS 

This research is a qualitative literature review on the concept of job stress, sources and 

consequences of work stress, and ways of managing work stress at the managerial level in two 

groups of countries. Spain, East-European (Bulgaria, Poland, Romania, Estonia, and Ukraine), 

West-European (Belgium, France, Sweden, and UK), East-Asian (China, Japan, Taiwan, and 

Hong Kong), and Anglo-Saxon (USA, Canada, and South Africa) are developing countries that 

examined in this study. Meanwhile, Bangladesh, Pakistan, Malaysia, India, and China are 

developing countries examined in this study. The information will be obtained that can be used 

as a basis for designing strategies and policies in managing and coping with stress in the 

workplace. To identify the relevant studies, this study uses a computerized bibliographic 

keyword search engine, such as Business Source Elite, ABI/ Inform for business publications, 

PsycINFO and PSYNDEX for psychology literature, citation index for social science, and 

internet search with Google Scholar. The literature search conveyed for studies from 1978 to 

2019. Based on the search results, 61 articles were obtained, and only 30 articles were selected 

to be discussed to meet the research objectives. 

DISCUSSION 

The Concept of Work Stress 

The word stress is often heard in everyday life both in news, magazines, and other social 

media. Arnold (1982) argues that stress is any condition that interferes with normal function. 

According to Beehr & Newman (1978), stress is a condition that comes from people's 

interaction with work, which is characterized by changes in a person's self that force them to 

deviate their normal function. Meanwhile, Selye (1956) defines stress as a non-specific 

response to each request. 

In the scope of this research, the stress in an organizational environment is called job 

stress. Job stress is defined as a process by which experiences and psychological demands at 

work result in short-term tension and long-term changes in employees mental and physical 

health (Ganster & Rosen, 2013). Research on stress in the work environment has been carried 

out since the 1970s and 1980s but still focuses on small groups, namely individual work stress. 

In the 1990s, studies related to stress and its relationship with work began to develop and 

became a new phenomenon. In recent decades, research on stress has drawn on the person-

environment (P-E) model developed by Khan and French. This model states that adapting to 

work is the key to success in dealing with stress effectively. If individual abilities and job 

requirements match both the individual and the organization, it will benefit from the 

corporation (Edward & Cooper, 1990). 
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Type, Cause, and Consequence of Stress at Workplace 

Managers report that the demands of a challenging job generate positive feelings even 

though they feel stress. This statement is consistent with the theoretical difference in the stress 

literature between eustress and distress. Based on its effect on mind and body performance, 

stress can be categorized into two types (Panigrahi, 2016). (1) Eustress is a reasonable amount 

of stress that a person can take. This stress creates challenges and feelings of satisfaction or 

achievement (Selye, 1982). Therefore, this stress has positive side effects. Eustress can create 

a passion for work and perhaps promote hidden abilities and talents that can lead to success. 

(2) Distress is an excessive amount of stress. This stress is dangerous and hurts the individual's 

body and mind, and can cause depression, heart attack, and others. 

The pressure and challenges of work at work is something that cannot be avoided. 

Because the demands in the work environment or stakeholders are growing in line with the 

times that increasingly require individuals and organizations to be competitive. Someone 

usually accepts pressure or challenge if the required resources are available sufficiently. 

However, when the pressure becomes excessive, workers will experience stress, and stress can 

damage workers health and organizational performance. Workplace factors that were found to 

be associated with stress and health risks can be categorized as related to job content and their 

relationship to social and organizational work contexts (Figure 1). It is caused by long hours, 

work overload, time pressure, difficult or complicated tasks, lack of rest, lack of variation, and 

poor physical working conditions (e.g. space, temperature, light). Unclear jobs or conflicting 

roles and boundaries can cause stress, as they relate to responsibility for others. Job 

development factors, promotions, lack of training, and job insecurity are predictors of current 

stress. 

According to Panigrahi (2016), the causes of stress are divided into two categories based 

on its source. The two main classifications are internal causes and external causes. Internal 

causes involve the individual's mindset and way of thinking. These causes come from within 

the individual and cause stress, which is based on individual perceptions. Even if there are no 

threats around, a person may feel a threatening person or situation and thus become stressed. 

External causes include many external factors in an organization that affects individual change 

and work in the organization, such as job insecurity, erratic working hours, lack of control, 

managerial style, job overload, and underload, changes in work situations. Smollan (2015) 

divides three categories of potential stressors: environmental, organizational, and individual. 

Environmental uncertainty affects the design of organizational structures. Uncertainty also 

affects the level of stress among employees in an organization. The organizational structure 

determines the level of differentiation in the organization, rules and regulations, and decision-

making. Excessive rules and a lack of participation in decision-making that impact employees 

are potential sources of stress. 

In the work context, many instruments have classified sources of stress. Barrick et al. 

(2012) focused on five key groups: psychological demands, lack of decision latitude, lack of 

social support, physical demands, and job insecurity. Bogaert et al. (2017) identified six main 

sources of burnout: workload, lack of control, low rewards, inadequate societal/ social factors), 

injustice, and inappropriate values. The ASSET instrument contains seven categories of stress 

sources: work relations, work-life balance, overload, job security, control, resources and 

communication, salary, and benefits (Johnson et al., 2014). Michie (2002) and McVivar et al. 
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(2010) present various stress sources into five general categories, including factors intrinsic to 

the job, role in the organization, relationships at work, career development, organizational 

structure, and climate. This category tends to dominate early research in the field of workplace 

stress. 

 
Figure 1. A Model of Stress at Work 

In general, stress can lead to physical consequences, psychological problems, and 

behavioural problems (Panigrahi, 2016). First, the physical consequences. Stress can manifest 

in various physical observations such as changing human’s organ system functions. Stress can 

cause disruption of body health such as headaches, indigestion, and ringing in the ears. On the 

other hand, stress creates tension, which results in increased sweating on the body and even 

disrupts the respiratory system, such as difficulty to breath. Stress also affects the immune 

system, making it susceptible to infections such as flu. Allergy attacks often occur in stressful 

conditions due to a sensitive body. Stuttering while speaking, flatulence or burp, and teeth 

grinding are commonly seen in stressed individuals. Second, psychological problems. 

Continuous stress causes individual psychology to change. Stress causes a person's self-

confidence to decrease, which can lead to nervousness. Stress causes excessive anxiety, where 

the individual always worries about the little things. Stressed people always show guilt because 

they feel less than optimal performance. Stress can also cause insomnia, lead to nightmares for 

someone, disturbed concentration, make people forget, feel more emotional, feel afraid, and 

anxious. Prolonged stress causes depression, which hampers the ability to make decisions. 

Stressed people are more prone to dementia than healthy people. Third, behavioural problems. 

Stress causes behavioural changes that are immediately visible to stressed individuals, such as 
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irritability, frustration, and forgetfulness to remember small details. People were suffering from 

irregular stress. These people are more confused about making small decisions. They feel 

lonelier, feel worthless, and show a tendency to commit suicide. People who are stressed are 

shown to be more likely to behave obsessively or compulsively. 

Excessive stress on employees is a dangerous situation for the company because it can 

lead to employee turnover. Highly stressed employees choose to stay absent from the stressful 

environment in the organization. Very stressed employees can cause a lack of self-motivation. 

Several studies have also shown that job stress can negatively affect individuals and the 

workplace (Ahmed & Ramzan, 2013). A study shows that a job emphasizing a person tends to 

have greater job dissatisfaction, increase absenteeism, increase drinking and smoking 

frequency, increase negative psychological symptoms, and reduce aspirations and self-esteem 

(Jayashree, 2010). Various studies have shown that workers suffering from stress show a higher 

reduction in the number of accidents, lower morale, and greater interpersonal conflicts with 

coworkers and superiors (Burnett & Pettijohn, 2015; Leung et al., 2012). Data compiled from 

the U.S. Bureau of Labor Statistics show that highly stressed or anxious employees tend to take 

more leave (Olson et al., 2011). 

Sources of Managerial Work Stressors in Some Countries 

Several pieces of literature about the causes of work stress have been identified in some 

of the managers in the organizational environment settings in the two groups of countries 

(Table 1) first, a group of developing countries represented by Pakistan, Bangladesh, Malaysia, 

India and China. Second, a group of developed countries represented by Spain, West-European 

(Belgium, France, Sweden, and UK), East-European (Bulgaria, Poland, Romania, Estonia, 

Romania, and Ukraine), Anglo-Saxon (USA, Canada, and South Africa), and East-Asian 

(China, Japan, Taiwan, and Hong Kong). 

Table 1 shows that the sources of workplace stress for managers between the two groups 

of countries are not much different. Work stress sources in both developing and developed 

countries come from intrinsic to the job, role organization, career development, and 

relationship at work. Meanwhile, the organizational structure and climate factors were not 

discussed as a source of work stress. Michie (2002) states in the work stress model that the 

source of work stress comes from intrinsic to the job, role organization, career development, 

and relationship at work, and organizational structure and climate (Figure 1). 

The sources of job stress at the managerial level show different results in some 

developing and developed countries. In developing countries, sources of work stress range 

from highest to lowest, respectively. In Pakistan, sources of stress are responsibilities for 

others, career development, quantitative overload, qualitative overload, and organization role 

(Shahzad et al., 2013). In Bangladesh, these are career development, other responsibilities, 

quantitative overload, qualitative overload, and role in the organization (Islam et al., 2017). In 

Malaysia, these include new technology, working conditions, career development, role in the 

organization, workloads, video display terminals, risk, and danger (Manshor et al., 2003). In 

India, these are roles in the organization, organizational system, nature of the job, career 

development, professional relationship, workload, occupational frustrations, increasing use of 

technology, change society and culture, work-life balance (Shrivastava, 2015). This condition 

is different from the source of work stress at the manager level in developed countries.  
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Table 1. Sources of Job Stress at Managerial Levels in Some Countries 

Stressor Developing 

countries 

References 

New technology, working conditions, career development, 

role in the organization, workloads, video display terminals, 

risk, and danger 

 

Malaysia Manshor et al. (2003) 

 

Responsibilities for others, career development, quantitative 

overload, qualitative overload, and role in the organization 

 

Bangladesh 

Pakistan 

Atkins et al. (2017) 

Shahzad et al. ( 2013) 

 

The organizational system, nature of the job, role in the 

organization, career development, professional relationship, 

workload, occupational frustrations, increasing use of 

technology, change society and culture, and work-life 

balance 

 

India Shrivastava (2015) 

Heavy workload, lack of autonomy, and interpersonal 

conflict 

 

China Luo et al. (2011) 

Relationship at work, workload, organizational climate, 

recognition, managerial responsibilities, manager roles, 

home-work balance, and daily hassles 

 

Spain Poelmans et al. (1999) 

Workload, relationship at work, organizational climate, 

managerial responsibilities, recognition, the manager roles, 

home-work balance, and daily hassles 

West-European 

(Belgium, France, 

Sweden, UK, and 

German) 

Poelmans et al. (1999) 

 

Relationship at work, managerial responsibilities, 

recognition, organizational climate, workload, daily hassles, 

manager roles, and home-work balance 

 

East-European: 

(Bulgaria, Poland, 

Rumania, 

Estonia, and 

Ukraine) 

 

(Poelmans et al., 1999) 

Stoica (2010) 

 

Workload, relationship at work, organizational climate, 

managerial responsibility, recognition, manager role, and 

home-work balance 

 

 

Anglo-Saxon: 

(USA, Canada, 

and South Africa) 

 

Poelmans et al. (1999) 

Cavanaugh et al. 

(2000) 

Managerial responsibility, relationship at work, 

organizational climate, workload, recognition, home-work 

balance, and the manager role 

East-Asian: 

(Japan, Taiwan, 

and Hong Kong) 

 

(Siu et al., 1999) 

Poelmans et al. (1999) 

According to (Poelmans et al., 1999), the sources of work stress start from the highest to 

the lowest in developed countries. In Spain, these are relationships at work, workload, 

organizational climate, recognition, managerial responsibilities, manager roles, home-work 

balance, and daily hassles. These include workload, relationship at work, organizational 

climate, managerial responsibilities, recognition, manager roles, home-work balance, and daily 

hassles in West-European countries. In East-European countries, these are relationships at 

work, managerial responsibilities, recognition, organizational climate, workload, daily hassles, 

manager roles, and home-work balance. There are managerial responsibilities in East-Asian 

countries, relationships at work, organizational climate, workload, recognition, home-work 

balance, and manager role. In the Anglo-Saxon countries, it is workload, relationship at work, 
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organizational climate, managerial responsibility, recognition, manager role, and home-work 

balance. 

This discrepancy pattern may lie in the workload that the managers must bear in each 

company. Developing countries (Bangladesh, Pakistan, India, Malaysia, and China), which 

have undergone economic, technological, and social changes, have led to organizational 

changes and increased employment, resulting in higher job demands. The impact of 

globalization puts extra pressure on traditional industries in these countries. High job demands 

and rapid workplace changes have resulted in higher role conflict among managers (Atterwall 

& Engqvist, 2016). The individual will experience role conflict when they receive a series of 

expectations that are not appropriate and must be met simultaneously (Tang & Chang, 2010). 

Thus, role conflict is a source of stress experienced by almost all business organizations in 

developing countries. This is because of situations where managers cannot demonstrate the 

conflicting demands of colleagues and the organization as a whole. 

Likewise, in European, Anglo-Saxon, and East-Asian countries, the workload is an 

important trigger in work stress (Poelmans et al., 1999). As in Taiwan, managerial roles and 

hassles appear to be an important source of job stress. The reason for this pattern is that Taiwan 

adheres to a paternalistic and autocratic culture that governs most organizations in Taiwan, 

large vs. small, public vs. private (Alon et al., 2011; Sarafis et al., 2016). Autocratic work 

behaviour leads to a lack of clear and legitimate job role definitions. This often results in 

workloads and role conflicts. Role ambiguity is the lowest source of stress for managers in 

Pakistan and Bangladesh. However, most managers experience moderate to high-stress levels 

because of role ambiguity. Role ambiguity occurs when a person is unsure of what kind of job 

behaviour to perform in a particular job situation. In this case, when there is a lack of 

information Atterwall & Engqvist (2016) related to an employees’ role, role ambiguity arises, 

and this is consistent with the results of research (Holohan, 2018). Nevertheless, in Europen 

countries, role ambiguity is not the main source of job stress. 

Role conflict was found to be the most important source of stress in Bangladeshi business 

organizations. Likewise, organizations in Pakistan are generally looking for multi-skilled 

generalists to multitask. This results in a quantitative overload over a qualitative load. 

Managers in Pakistan are expected to be able to perform tasks that are not by the required 

resources. When individuals have more than one role to perform simultaneously, they feel 

overloaded and experience significant stress. According to Makela et al. (2017), quantitative 

overload results from job achievement demands, which do not match the time available to do 

the required work. Kuschel (2015) found that qualitative and quantitative overload is 

responsible for depression, reduced self-esteem, problems with attention, frustration, anxiety, 

and workplace accidents. This statement is following the results of research by Quick & 

Henderson (2016). 

The conditions and levels of individual relationships with different workplace employees 

have also been identified as significant sources of job stress in various organizations (Jacobs et 

al., 2017). Developing countries (Malaysia, Bangladesh, Pakistan, India) generally have 

collectivist societies where social harmony, collective growth, and cohesiveness are highly 

valued and require an informal part of the social setting (Hofstede et al., 2005) so that anything 

desirable and any confrontation is viewed as a threat to society (Manshor et al., 2003). 

Meanwhile, in China, the most identified stressors are workers heavy workload, lack of autonomy, 
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and interpersonal conflict (Lu et al. 2011). While these three stressors may be universal, interpersonal 

conflict at work has specific relevance to Chinese workers due to the heavy emphasis that Chinese 

culture places on harmonious relationships in social life, including work. 

Managers in Eastern European countries generally feel more pressure emanating from 

the work environment than managers on other continents. Spain also scores the highest on 

stress sources from the work environment compared to Western European, Eastern European, 

and Anglo-Saxon countries (Poelmans et al., 1999). Meanwhile, the study of Hong Kong 

employees reveals that they have better self-management in managing stress.  This is because 

Hong Kong employees have long been familiar with Western management styles; employees, 

especially managers, are very concerned about their company's organizational climate (Siu et 

al., 1999). Managers work in different configurations; change from very diverse people and 

come from different cultures can ultimately cause job stress. Organizational culture can foster 

values, attitudes, work styles, create a psychologically different work environment, and form a 

psychological contract between employers and employees (Sahoo, 2016). This cultural 

difference makes it difficult for them to adapt to one another. However, we hope that when 

employees at the managerial level begin to adapt to the organizational culture, this difference 

can be reduced. 

The economic crisis has brought organizations into a reduction in management layers, 

downsizing, stagnation, and a survival strategy, which will put great pressure on organizational 

members in career growth and sustainability (Bispinck et al., 2010). When employees 

experience career advancement difficulties in organizations, they feel career stress (Jalagat, 

2017). Working in Bangladesh business organizations is very stressful for managerial-level 

employees, and managers career development opportunities are becoming rare and difficult 

(Islam et al., 2017). On the other hand, limited supporting equipment, scarcity of raw materials 

or resources, excessive organizational expectations of employees to do different jobs always 

seem to make managers in developing country business organizations such as Malaysia become 

depressed (Manshor, 2003). 

Effect of Managerial Work Stressors in Some Countries 

Workplace stress plays an important role in the physiological and psychological well-

being of employees. It also affects organizational productivity and performance. Various 

consequences of stress at work, such as physical problems, mental disorders, emotional 

imbalances, lifestyle disorders, and behavioural problems, organizational climate disruption. 

These problems create interpersonal conflicts, decreased productivity, performance 

dissatisfaction, low organizational commitment, and others. Many kinds of literature on the 

consequences of job stress is identified in several countries in organizational environments 

(Table 2). The developing country group is represented by Pakistan, Bangladesh, Malaysia, 

and India. The group of developed countries represented by Spain, West-European (Belgium, 

France, Sweden, and UK), East-European (Bulgaria, Poland, Romania, Estonia, Romania,  and 

Ukraine), Anglo-Saxon (USA, Canada, and South Africa), and East-Asian (China, Japan, 

Taiwan, and Hong Kong). 

Table 2 shows that the impact of workplace stress on managers between the two groups 

of countries is not much different. As a result of work stress, the average employee at the 
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managerial level in both developing and developed countries has decreased job satisfaction, 

decreased mental and physical health, high intention to quit or leave work, and high levels of 

absenteeism (Islam et al., 2017; Poelmans et al., 1999; Siu et al., 1999). In developing 

countries, groups such as Malaysia, Bangladesh, Pakistan, and India reported that managers 

were stressed due to high workloads. Many organizations in Malaysia have reduced the number 

of working days. However, in most cases, the workload does not change so that it affects the 

worker's health and ability to cope with stressors, changes in circadian rhythms, and a tendency 

towards sleep fragility (Manshor et al., 2003). This is consistent with the statement that a job 

emphasizes individuals tend to have greater job dissatisfaction, increased absenteeism, 

increased drinking and smoking frequency, increased negative psychological symptoms, and 

reduced aspiration and self-esteem (Jayashree, 2010). 

Table 2. Source of Job Stress at Managerial Levels in Some Countries 

Consequences Country References 

Developing Countries   

Job satisfaction, mental health, physical health, 

changes in circadian rhythms, a tendency towards 

sleep fragility 

Malaysia Manshor et al. (2003) 

Sathasivam et al. (2015) 

Job satisfaction, mental health, physical health Bangladesh 

Pakistan 

Islam et al. (2017) 

Shahzad et al. (2013) 

Job satisfaction, mental health, physical health, India Shrivastava (2015) 

strong sense of commitment and loyalty to 

institutions 

China Lu et al. (2011) 

Developed Countries   

Job satisfaction, mental health, physical health, Spain Poelmans et al. (1999) 

achievement/value and growth, the job itself, 

organizational design and structure, organizational 

processes, personal relationships, mental health, 

physical health 

West-European 

(Belgium, France, 

Sweden, UK, and 

German) 

Poelmans et al. (1999) 

Johnson et al. (2014) 

Job satisfaction, mental health, physical health East-European (Bulgaria, 

Poland, Rumania, 

Estonia, and Ukraine) 

Poelmans et al. (1999) 

Job satisfaction, mental health, physical health, job 

search, voluntary turnover 

Anglo-Saxon (USA, 

Canada, and South 

Africa) 

Poelmans et al. (1999) 

Job satisfaction, mental health, physical health, 

absenteeism, intention to quit the job  

East-Asian (Japan, 

Taiwan, and Hong Kong) 

Poelmans et al. (1999) 

Siu et al. (1999) 

In a group of developed countries such as Spain, West Europe, East-Europe, East-Asian, 

and Anglo-Saxon, job stress can decrease job satisfaction, poor mental and physical health 

(Poelmans et al., 1999). Job stress causes the highest decrease in job satisfaction in Anglo-

Saxon countries. Meanwhile, the impact of job stress on job satisfaction is fewer found in East 

Eropo, West-Europe, Spain, and East-Asian countries respectively. On the other hand, the 

reduction in mental health due to the highest work stress occurred in managers in Anglo-Saxon 

countries, followed by the countries of West Europe, East-Asian, East-Europe, and finally 

Spain. Spain is the highest country where the consequences of work stress can affect managers 

physical health in the workplace compared to other developed countries. This is because the 

Spanish manager reports some of the highest levels of mental tension. Spain also has longer 

working hours than all other developed countries. This indicates a link between excessive 

working hours (Nijp et al., 2016). There is a higher work environment pressure in Spain than 
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in other countries. Likewise, the combination of work stress and long working hours leads to 

family and work conflicts, which ultimately impact managers mental health in Spain. The 

mental strain on managers is very dangerous for the company because it causes concentration, 

rigid decision making, and reduced ability to think abstractly and associatively. 

In Anglo-Saxon countries such as the USA, there is a positive relationship between 

barriers to job stress on job search behaviour and willingness to turn over voluntarily. The 

negative relationship between job stress challenges on willingness to look for work assistance 

and willingness to turn over voluntarily (Steinisch et al., 2013). When faced with challenging 

job demands such as stressful challenges, managers believe they are coping successfully 

through personal effort and success in gaining personal improvement and achievement. These 

stressors can generate feelings of self-confidence, which leads to the ability to solve problems 

and manage sources of stress (Zhang et al., 2014). Conversely, when faced with hindering job 

demands, managers believe that they cannot overcome this stressor through personal efforts to 

reduce their business investment in achieving rewards (Abbas & Raja, 2019). 

In East-Asian countries such as Hong Kong and Taiwan, the source of job stress has a 

significant and negative correlation with job satisfaction, mental health, and physical health in 

Hong Kong managers. It is also significantly and positively correlated to absence and intention 

to quit. However, sources of stress are significantly and positively correlated to Taiwanese 

managers (Siu et al., 1999). Organizational climate is a strong predictor of the health and strain 

outcomes of Hong Kong managers. This is because Hong Kong has long been familiar with 

Western management styles which employees, especially managers, are very concerned about 

the organizational climate in the company. 

In Taiwan, recognition is a predictor of work morale, job satisfaction and quitting 

intentions. Meanwhile, managerial roles and hassles are important predictors of personal 

health. This is based on the paternalistic and autocratic culture that governs most organizations 

in Taiwan, whether they are large, small, public, or private organizations (Hu & Cheng, 2010). 

Recognition by superiors determines a person's prospects and status in the organization. Lack 

of a clear definition of a job role means that a person has to take on duties outside the job 

description to maintain interpersonal confidentiality or gain recognition from superiors. 

Managing Stress at Workplace 

People's ability to mobilize and successfully or unsuccessfully deal with stress factors is 

called coping, adapting to stress, or stress self-management. The study of interest in coping 

with stress has increased dramatically in the 80s. Stress management refers to all means used 

objectively or subjectively to respond to stressful situations felt by individuals. The anti-stress 

strategy involves a very high cost but brings great, financially measurable benefits in increasing 

employee morale. Some organizations have programs designed to help and deal with physical 

and mental health and stress management. They have prophylactic and therapeutic properties 

to be effective; the emphasis must continue from treatment to prevention (Stoica, 2010). 

Some studies that have examined managing job stress in organizational managers show 

significant results. Stoica (2010) presents several strategies for preventing and reducing stress 

at both the organizational and individual levels in Romania's many organizations. Michie 
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(2002) attempts to examine the causes of stress in the workplace which is studied empirically 

and in literature and describes managing stress from an individual and organizational 

perspective. Meanwhile, Shrivastava (2015) suggests that India's HRM department should 

focus on measuring and taking steps in managing stress in several managers. Therefore, 

strategic planning and implementation is a challenge for management. 

According to Panigrahi (2016), organizations can manage stress by: (1) reducing long 

working hour because organization should see that employee hour should be reduced and how 

to manage time appropriately; (2) teaching employees to do a work-life balance the need for 

employee training to maintain a work-life balance; (3) use of technology-for performance 

improvement, organizations need to take advantage of available technology and provide 

training; (4) good communication must be established between the company and employees 

and always ask for feedback. Organizations should also strive to follow up on all company and 

business news and find the best solutions to find and resolve problems related to work stress; 

(5) organization ensure their employees and the people around them feel safe and not allow 

unauthorized people to be involved in organizational activities; (6) introduction of retirement 

plans and pension fund as a guarantee for employees not to worry about retirement; (7) job 

stability and fear of downsizing-economic crises have resulted in layoffs and downsizing in 

various organizations. For that, we need guarantees and solutions to minimize the occurrence 

of work streamlining; (8) workplace diversity-companies must employ all types of work 

experience from age, gender, and education level. 

The problem of job stress has been studied extensively. This is due to the negative impact 

it has on the organization and employees. Some organizations have programs designed to help 

physical and mental health workers prevent and deal with stress in the work environment. 

Stress management is an important part of maintaining good physical and emotional health and 

healthy relationships with other people. It is important to understand some of the causes of 

work stress at different managerial levels to design appropriate strategies to prevent and 

manage them. The best strategy for dealing with the organization's work stress is to redesign 

the demands, knowledge and abilities, support, and control of an employee's job at the 

managerial level (Wani, 2013). 

Shrivastava (2015) suggests several key points that an organization can take in managing 

work stress, especially for employees at the managerial level, namely: (1) create a supportive 

organizational system, implement a decentralized system, create participatory decision-making 

structures with more upward communication, clarify organizational policies, provide more 

control and proper job descriptions, and better organizational culture arrangements can help 

reduce stress experienced by employees; (2) ergonomics and environmental design. The need 

to repair used equipment and pay attention to physical work conditions, which are in great 

demand in the technology world, is one strategy to deal with stress at the organizational level 

and avoid worker frustration; (3) awareness of new technology. The use of computers and 

software technology is always needed to support organizational performance. It needs proper 

training and is carried out continuously and regularly for employees; (4) stress counselling such 

as providing counsellors for employees to help deal with work-related and personal problems; 

(5) education and training programs. Planning and developing career paths, implementing 

educational programs that match employee job profiles and lifestyle modification programs at 

the individual and organizational levels; (6) create organization gathering and fun programs. 
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Informal cooperation helps to create personal bonds between various individuals in the 

organization, thereby contributing to better workplace relationships; (7) stress-auditing. Stress-

audit programs need to be carried out at the organizational level to understand the causes of 

stress and its impact on oneself to make it easier for organizations to design the best strategies 

to deal with stress; (8) working balance. The company introduced various strategies to help 

employees achieve work-life balance such as flexible time choices, sharing work, working 

from home, using telecommuting in fulfilling jobs, and child care support; (9) miscellaneous 

organizational change.  

The workload must match the worker's capabilities and resources. The job design must 

stimulate and provide broad opportunities for workers to use their skills, clarity on worker roles 

and responsibilities, improved communication channels, meaningful and timely feedback, and 

responsibilities answer bigger. Organizational goals must be realistic, have a fair and 

appropriate distribution of incentives and salary structure, promote job rotation and job 

enrichment, create an unbiased and safe work environment, have effective recruitment and 

orientation procedures, reward employees in completing, and ensure social opportunities for 

interaction between workers. These can all deal with stress at work. 

The following shows how to assess and reduce the risks associated with exposure to 

occupational stress hazards (Michie, 2002), including: (1) hazard identification such as 

identifying existing stress about conditions during and after work for certain groups of 

employees, then assessing exposure levels; (2) hazard assessment such as gathering evidence 

that exposure to stress factors is associated with health problems in the group being assessed 

or the broader organization. This includes health, including symptoms of general malaise and 

specific disorders, and organizational and health-related behaviors such as smoking, drinking, 

and absence of disease; (3) identification of risk factors may occur such as exploring the 

linkages between exposure to stressors and hazardous measures to identify possible risk factors 

at the group level and to estimate measures of their significance; (4) explaining the possible 

mechanisms for exposure to stressors associated with damage to the health of the assessment 

group or organization; (5) audit existing management control and employee support systems 

such as identify and assess all management systems to stressor control and work stress 

experiences and provide support for employees experiencing problems; (6) recommendations 

regarding residual risk such as carry out management control and existing employee support 

systems to the correct account, make recommendations about residual risks associated with 

risk factors in the presence of work stress. 

Stress management approach concentrates on changing individuals without changing the 

source of stress is limited effectiveness and may be counterproductive to identifying sources 

of stress (Michie, 2002). Based on the results of the previous literature review, this study found 

that in developing countries, the causes of the highest work stress on managers are career 

development (Bangladesh), responsibility for others (Pakistan), role in the organization (India), 

new technology (Malaysia), and interpersonal conflict (China). Many problems can occur 

throughout managers work-life, especially in career advancement in organizations due to lack 

of job security, fear of redundancies, retirement, various performance assessments, frustration 

due to not being promoted, and extreme stress.  
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Individuals suffering from stress often show high dissatisfaction, fatigue, job mobility, 

and poor performance (Lin et al., 2014). Managers in the organization must perform other 

coworker functions. This is done to maintain broader relationships in the workplace. Some 

developing countries such as Pakistan have a culture of a collectivity where social harmony, 

collective growth, and cohesiveness are highly valued. If someone feels unable to refuse his 

partner's work function, the pressure will arise in him that triggers work stress. This stress can 

result in disruption of mental and physical health and avoid coworkers with absenteeism from 

work (Shahzad et al., 2013; Ahmed & Ramzan, 2013). Role ambiguity occurs when employees 

at the managerial level do not have a clear picture of job goals, coworker expectations, the job's 

scope, and responsibilities. Role conflict arises when workers have to choose between 

competing demands or expectations. Conflict situations can act as a stress factor and disrupt 

mental and physical health (Ivancevich & Matteson, 1980). Along with the increasing use of 

new technology in all fields of work, managers must adapt to these technologies. Lack of skills 

and expertise in operating technology can lead to stress, which results in increased absenteeism 

and illness (Shanthi, 2016). 

Understanding and identifying some of the causes of work stress at the managerial level 

is important to make it easier for organizations to design strategies and manage employee work 

stress at the managerial level. Job stress impacts job dissatisfaction, disruption of mental and 

physical health, high absenteeism, and intention to quit work. Therefore, the strategy to manage 

the highest work stress in developing countries is to: (1) miscellaneous organizational change, 

such as having a fair and appropriate distribution of incentives and salary structures, pension 

security, promoting job rotation and job enrichment, creating a work environment that is not 

bias and safe by ensuring job stability and security, respecting employees in completing and 

ensuring social opportunities for interaction between workers, and clarity of roles and 

responsibilities of workers; (2) create a supportive organizational system, such as providing 

more control and appropriate job descriptions for managers; (3) education and training 

programs, such as planning and developing career paths, implementing educational programs 

that are in accordance with job profiles and lifestyle modification programs at the individual 

and organizational level; (4) good communication, such as communication must be well 

established between the organization and employees capable of employees with employees and 

always ask for feedback; (5) organizational gathering and fun, such as informal cooperation 

helps create personal bonds between various individuals in the organization thereby 

contributing to better relations in the workplace; (6) awareness of new technology, such as 

users of software technology is always needed to support organizational performance. For that, 

it needs proper training and is carried out continuously and regularly for employees at the 

managerial level; (7) ergonomics and environmental design, such as the need for repairs and 

equipment as well as paying attention to physical working conditions are strategies to deal with 

stress at the organizational level and avoid worker frustration; (8) audit stress, such as the 

organization needs to understand and identify what triggers work stress in general and 

specifically and its impact on the organization and managers themselves. 

Second, in developed countries, the causes of work stress for the highest managers are 

relationship at work (Spain, East-Europe), workload (West-Europe, Anglo-Saxon), and 

managerial responsibilities (East-Asian). Dealing with superiors, coworkers, and subordinates 

can dramatically affect how a person feels. Learning to live with other people is one aspect of 
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life that can be stressful, resulting in job dissatisfaction, disruption of mental and physical 

health, and quitting work (Manshor et al., 2003). The imbalance of workload and existing 

abilities and resources causes stress in the workplace. This condition results in decreased 

mental and physical health and a high intention to quit work (Poelmans et al., 1999). Employees 

are given more work than they can reasonably handle, creating excessive work pressure. 

Workload occurs when employees are given menial, difficult, and tedious tasks to do so that 

this condition triggers stress, which ultimately shows high dissatisfaction and can lead to 

aggressive behaviour (Oliver et al., 2010). Some employees at the managerial level may have 

multiple career families, generally referred to as managerial families, families with at least 

managerial responsibilities. The pressure from both work and family, which is high, causes 

managerial stress, which impacts the disruption of mental and physical health, absence, and 

intention to stop working (Poelmans et al., 1999). 

 Based on these conditions, organizations can cope with (1) communication, such as 

building good communication between the organization and employees at the managerial level 

and there needs to be feedback as a counterweight; (2) create organization gathering, such as 

organizing events and informal collaborations that can create personal ties and contribute to 

better relationships between leaders, colleagues, subordinates, and other parties; (3) 

miscellaneous organizational change, such as workloads that match workers resources, 

improve communication channels, provide meaningful and timely feedback, and have greater 

responsibility; (4) teach employees work-life balance, such as the organization introducing 

various strategies to help employees achieve work-life balance such as flexible time choices, 

sharing work, working from home, the use of telecommuting in job support, and child care 

support; (5) stress counseling, such as counselor assistance for employees, is important to help 

overcome work-related, and personal problems; (6) audit stress, such as audit stress programs, 

need to be available for employees in identifying sources of stress and designing the best 

strategies for managing stress. Table 3 explains the summary of how to manage stress based 

on the stress sources and impacts in the workplace. 

The fundamental approach to managing stress must be based on openness, honesty, and 

integrity. A mutual understanding between staff and managers needs to be created and 

developed. If not handled properly, organizations and managers must be prepared to deal with 

absenteeism, illness, injury, and fatigue as a result. Michie (2002) states that most interventions 

to reduce health risks associated with workplace stress also involve individual and 

organizational approaches. Organization approach to an individual including psychological, 

occupational, health, or counselling training and services. It is hoped that this approach can 

develop skills and self-confidence to change their situation, not to help them adapt and accept 

stressful situations. The prevention and management of stress in the workplace also require 

interventions at the organizational level because it is this organization that creates stress. 

Organizational interventions can range from the structure (e.g. staffing levels, work schedules, 

and physical environment) to psychological (e.g. social support, control overwork, and 

participation). An analysis of stress hazards in the workplace should consider all aspects of its 

design and management and its social and organizational context. Although the priority is 

prevention, protective measures can be introduced to control risks and reduce hazards. 
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Table 3. Managing Stress Based on the Sources and Effects of Stress in the Workplace 

Source of Work Stress Effect of Work Stress Managing Stress Country 

Developing Countries    

Career development 

 

 

 

 

 

 

Responsibility for others 

 

 

 

 

 

Role in the organization 

 

 

New technology 

 

 

Interpersonal conflict 

Job dissatisfaction, job 

mobility, burnout, poor 

work performance, and 

less effective interpersonal 

relationships 

 

Absenteeism, ill-health 

risks, and stress audit 

 

 

 

 

ill-health risks 

 

 

Absenteeism and ill-health 

risks 

 

Job dissatisfaction and 

psychological strain 

miscellaneous organizational 

change, ergonomic and 

environmental design, 

educational and training 

programs, and stress audit 

 

 

miscellaneous organizational 

change, create a supportive 

organizational system, 

organizational get-together and 

fun, and stress audit 

 

miscellaneous organizational 

change and stress audit 

 

awareness about new technology 

and stress audit 

 

supportive organizational system 

Pakistan, 

Bangladesh, 

Malaysia, 

India 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

China 

Developed Countries    

Relationship at work 

 

 

 

 

 

Workload 

 

 

 

Managerial responsibility 

 

 

ill-health risks and job quit 

 

 

 

 

Job dissatisfaction and the 

aggressor 

 

 

ill-health risks and job quit 

 

communication, organizational 

get-together, and fun, 

miscellaneous organizational 

change, and stress audit 

 

miscellaneous organizational 

change and stress audit 

 

 

work balance initiative, stress 

counselling, and stress audit 

Spain, West-

European 

(Belgium, 

France, 

Sweden, UK, 

and 

German), 

East-

European 

(Bulgaria, 

Poland, 

Rumania, 

Estonia, and 

Ukraine), 

Anglo-Saxon 

(USA, 

Canada,  and 

South 

Africa), 

East-Asian 

(Japan, 

Taiwan,  and 

Hong Kong) 

Source: Manshor et al. (2003), Sathasivam et al. (2015), Islam et al. (2017), Shahzad et al. 

(2013), Poelmans (1999), Stoica & Buicu (2010), Cavanaugh et al. (2000), and Siu et al. (1999) 

CONCLUSION 

Job stress is a real challenge for individuals and organizations. Some studies have well 

documented the sources of stress in managerial levels, namely role in the organization (role 

ambiguity, real conflict, and responsibility for people), intrinsic to the job (work overload and 

poor physical working conditions), career development, and relationship at work. The lowest 

job stress sources at the managerial level in developing countries that sourced from the role in 
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the organization are found in Bangladesh and Pakistan. The highest job stress sources come 

from responsibility to others (Bangladesh and Pakistan), new technology (Malaysia). In 

developed countries, the highest sources of work stress are the relationship at work (Spain and 

East-European), workload (West-European and Anglo-Saxon), managerial responsibilities 

(East-Asian). Meanwhile, daily hassles (Spain, West-Europe), manager roles (East-Asian), 

home-work balance (East-Europe and Anglo-Saxon) are the lowest sources of stress at the 

managerial level of developed countries. Home-work balance and daily hassles are both the 

lowest contributing sources of work stress. 

The phenomenon of stress is a new dimension for human resource management. Good 

management is characterized by its concern for improving its employees' welfare but also by 

its concern for improving the health and welfare of its employees. The strategy to ensure the 

health and well-being of employees is to provide a stress-free work environment. Actions to 

assess and reduce stress tend to be more difficult in a diverse and challenging job, such as 

maintaining health. Nevertheless, the effectiveness of organizational interventions to reduce or 

eliminate sources of stress depends on a good understanding of the stress phenomena 

experienced by managers. This requires further research on how to detect stress symptoms most 

effectively when individuals experience initial difficulties so that stress predictions can be 

known early. 

Stress should be viewed as useful information to guide action, not as a weakness in the 

individual. Several organizations have programs designed to help physical and mental health 

workers to prevent and deal with problems resulting from work-related stress. Success in 

managing and preventing stress will depend on the culture of the organization. It is important 

to build a culture of openness and mutual understanding among managers. Building this culture 

requires active leadership, role models from the top of the organization, developing, and 

implementing stress policies. Meanwhile, systems for identifying problems early and 

reviewing the effectiveness of strategic interventions in managing stress need to be developed. 

Likewise, related trade unions and occupational health and safety committees also need to be 

considered. This requires further research on the role of organizational culture as a medium in 

managing and preventing stress. Besides, active leadership roles, top management initiatives, 

knowledge, abilities, and organizational support and control can be used as moderation in 

coping with work stress. 
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